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AFPCIAC: 12/1 Section I, Item 1 of the Agenda for ths
Third Meeting of AFCIAC, held 25 August 1949,

Subjeot: Progress Report on Organization of AFSA.

ADMIRAL STONE stated that he had prepared a Progreas
Report on the Organization of the Armed Forces Security
Agency (AFSA) which he wished to present to the membaers. He
suggasted thkat questions and comments by members could
follow the presentution., (Admiral Stone read the paper which
is attached as Enclosure (4)).

GENERAL CABELL remarked that he had no advice to oifer,
adding that AFSA seems to be a "going concern®,

LT, COLONEL PETERSON observed that a great deal of work
had already been accomplished.

ADMIRAL STONE stated that the plans represented the
unanimous views of the three Services. He sald that acme
slightly divergent views had been held in the beginning, but
pcinted out that these had now been reconciled.

ADMIRAL INGLIS observed that the report indicated that
definite progress was belng made, but stated that he wes
very nmuch concerned about the cousolidation of all COMINT
activities in one station and all communications ssourity
activities in another. He saild his congern was based upon
the possibility of one or the other station's belng de-
stroyed by fire, explosion, sabotage, or, evei mors re-
metely possible, by enemy action. He pointed out that;
if Arlington Hall Station were destroyed, there would be
nothing left but cryptographic sctivities; on the other
hand, if the Navy Communication Station were deatroyed,
there wceuld be nothing left but cryptanalytic activities,
He sald that this appeared to him to be a very dengesous
situation. He suggested that an alternate sifte at Brooks
Field seemed desirable but doubted, in view of the
Govermment economy program, whether that could be achievsdi.
He asked if there were not some cther way to achiave cgon-
solidation of these wvital activities.

ADMIRAL STONE stated that it might be possible to pro-
vide an alternate main center in the future. He said that
the lack of dispersion was recognized as a seriocus
defliciency in the comnsolidation of all similar activities
in the same station, but pointed ouy that the Directive
from the Secretary of Defenss requires that consolidaticy
be effected stressing economy and efflciency. However,
hes stated that AFSA should begin immedlately the
preparation of copies of vital files and documents - to
be stored in some remote locallity.
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ADMIRAL IVGLIS esked Admiral Stone if it was his ldes
thet he was forced to effeet consclidation im this mannerxr.

ADMIRAL STONE peinted out that the SECDEF Dirsctive
stipulated that the common activities of AFSA be conducted
in not more than two major establishments whioch wouléd be in
the Washington area., He remarked that, in order to stress
efficiency and economy, studies indicated that it will Ute
necessary to allocate all COMINT to Arlington Fall and all
communication security to the Navy Communicaticn Station,
and to divide Research and Desvelopment activities bstween
the two stations,

ADMIRAL INGLIS asked how much weight was given to the
inference in the Directive that all COMINT acotivities would
be consolidated in one station, and said he would like to
hear more about the reasoning which led to the decision in
this regard.

ADMIRAL STONE suggested that the members hear the
views of his three Deputiss, and asked Captain Mason, in
Captain Wengsr's absence, to comment,

CAPTAIN MASON stated that one gensral weakness of the
present (pre-AFSA) arrangement is that the individual COMINT
problens are not concentrated in cne place. Evsn though
there has besen affective coordinatlon of effort on joint
problems, he sajd, nore effective treatmeni can he achleved
with consoclidetion. He continued that another weakness 1in
the division of problems is in the matter of erpense. -He
pointed ocut that, in order to support a divided set-up,
certain duplicate ancillary functions are necsssary, such
ag: Information and collateral sections, machine processing
sections, and publication sections whieh meke for additional
expense, Captain Mason stated that the ideal sclution would
be to have all COMINT operations 1n one place, as thet ia
the only way to achleve the aims of ecconomy and efflclency
set forth in the buaslig AFSA Directive., He suggeated tha¥d
the security wsaknoss could be overcome by concentrating
the principal COMINT problem in one statlon and all other
COMINT problems in the other station, but he pointed out
that with such a division we would fall to gein in efficiency
and economy. He sald he thought AFCIAC should determine the
security risk ianvolved in the consolidation plan propossed,
and should detsrmine whether efficisncy and ecoromy are con-
sldered more important than the security risk lnvolved,

ADMIRAL INGLIS aaked Captain Mason if he, &8 an indl-

vidual, would recommend this plan of aliocation on the
basis of economy and efficiency.
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CAPTAIN ¥ASON answered in the effirmativo.

COLONEL COLLINS reiterated that cconsideretions of econwny
and efficiency led vo this allosation., He sald that 1t was
felt that APFSA would gain more in efficiency by the plan thun
by a physical division of similar activities.

COLONEL LYNN pointed out that e divided &llccation plar.
wculd have required moving & great deal of heuvy equipment
which would have made a split set-up a more ccatly opseration,
He said that he personally felt thait the plan wves bad firom
the security viewpoint and agreed that something should de
done to minimize the risk., But, he continuad, sny arranzemeny
for concentrating COMINT and Communications Security activi-
ties in the Washington area 1s potentially dangerous., Iile seid
he felt that AFSA should plan eventually to build a plant in
another less vuinerable area. He pointed out that only .3
milez separated Arlington Hall fiom the Navy Commrunication
Statlion,

ADMIRAL STONE 3aild that he dld not wish o minimize the
fire hazard at Arlington Hall but declared thui, all things
ocnaldered, in the interest of efficiency and wconomy, this
ocneentration plan wes indicated., He read parugraph 2a oF
the SECDEF Directive of 20 May 1949:

"Pha AFSA shall consist of such facilities,
units and militery and civilian personnel of tho
Armed Forces which are or msy be usad for, or
sngaged in communication intelligence or acommuni-
catlion security activitles, inocluding the Head- -
quarters, Army Securlty Agency, {ASA), Ariicgton,
Virginia, the Communicatlon Supplementary Activity
(CsaW) , Washington, and any comparable organi-
zations of the Air Force, and such other facilitlies,
units and personnel as the Joint Chiefs o Staff may
determnine as nscessary to fulfill the functions
herein assignal.”

He added that by the SECDEF®s directive it is -required ihnat
the common activities of AFSA be condusted in not more than
two me jJor easteblishments. He pointed out that both of the
mein processing plants are already in this arsua, and suggested
that only at very great cost could e new plant be built.

ADMIRAL INGLIS inquired if the paragrapha cited by
Admiral Stone required such a functional division as had been
recommended.
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CAPTAIN MASON pointed out that the SecDef directive stated
"Efficiency and economy are to be stressed.” He said that it
would be impossible to argue that this plan was not the most
efficlent and ecoonomical plan, He agreed, however, that it was
not the most sacure plan.

ADMIRAL INGLIS observed that 1f AFCIAC decides to plece 1ts
stamp of approval on this plan;, then the security risk involved
should be reported to higher authority.

ADMIRAL STONE sald that he planned to submit his recommenda-
tion in a paper to the Joint Chiefs of Staff, via AFCIAC.

CGENERAL CABELL suggested that Admiral Stone point out the
desirable features of this plan, but also polirni out that it may
be necessary to have an alternate plant estuablished in another
locality in the future. He sald he felt we would have to organize
as Admiral Stone had recommended hut, from the beginning, press
for another skeleton organization outside of 'Yashington,

ADMIRAL STONE observed that we can take steps to minimize
the security risk by sending all the vital files and copies of
the vital machines to a location outside of “ashlington, in order
to have a nucleus on which to rebuild in case anything happened
to destroy the existing plants.

GENERAL CABELIL sgreed, but polnted out that this must not
be an aftsr-thought; he sald that it must be started right now,

ADMIRAL STONE agreed that there is a risk in concentrating
our activities, but said he felt that such a consolidation wpuld
have to be made.

COLONEL LYNN observed that if the members of AFCI/C are agreed
that a location outside of Jashington 1s essential, it would be
hard to bellieve that we couldn't get a plant somewhere in the
country. He said it made no difference to him where it was located.

CAPTAIN MASON said he dldn't think we would be gble to get
such a plant if the poliey of economy and efficiency predominates.

COLONEL LYNN seid that economy would be achieved in the lcng
run., He sald he understood that the Army had plans to construct
a new plant in the Denver area, and suggested that if we get
together and push this request, then perhaps something could be
accomplished in this direction.

ADMIRAL INGLIS suggested that more efficiency and economy
could be achieved by improving the two piants in this area, but
he pointed out that the stations would still be only a short
distance apart. 6 '
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GENERAL CLARKE pointed out that dollars were going to be hard
%0 obtain, judging from the recent econcmy moves in the Department
nf Defense.

ADMIRAL STONE asked Ceneral Clarke to comment on the fire
hazard at Arlington Hall,

GENERAL CLARKE stated that the Hall had never had esnything
more serious than waste-basket fires in the past, but pcinted cut
ths risk of fire from an incendiary device which might. be planted
purposely. He sald that most of the buildings were not even fire-
resistant, Ile pointed out, however, that ASA had duplicate records
of everything stored in vaults at Cumberland, M4.

ADMIRAL STONE remarked that the WNavy had & similar storage
vault at Crene, Indiana,

COLONEL LYNN stated that the reproduction of all those records
from microfilm would be a big problenm,

GENERAL CLARKE sald he was prepared to accept the plan
recommended by Admiral Stone.

GENERAL CABELL said he would llke to offer two alternatives;
(1) the establishment of two integrated plants in the ashington
ar<a; or (2) the functional establlishment recommended by Admiral
Stone, plus the generation of an immediate request for an alternate
site on & skeleton basis outside of yashington,

ADMIRAL INGLIS asked General Cabell if this alternate site
would have builldings, files, and machines in s caretaker status,
but not operational, to be a stand=by for emergency.

GTINERAL CABELL agreed and said that unless a phvsical incrsase
in the facilities becomes necessary, the alternate sits would
remain on a skeleton,caretaker basls,

ADMIRAL INGLIS observed that the minute this alternate site
is used as en operating plant, either efficiency is lost, or the
overhead would be increased. He sald that, as a gesneral ruls, it-
would be more efficient and more economical to expend the two
plants in 'eshington,

GENERAL CABELL stated that, 1f o msjor augmesantation of

facilities 1s demanded, he would oppose making it in the 'ashington
area.

ADMIRAL STONE said that the Army has plans for a fireprocf
building at Arlington lall,

-7 <
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GENERAL CLARKE stated that the plans had been approved by
the Budget Advisory Committes but he did not have much hope of
obtaining the money.

CAPTAIN MASON asked if it wouldn't be prorper to state tiaat
the plan put forward here is the one in which efficiency and
econocmy are paramount, but point out to the J.C.S, the serious
securlity risk involved. The decision to accept the risk woulid
have to be made on a higher level than AFCIAC.

GENZTRAL CABRELL salid we must point out the security risk.

ADMIRAL INGLIS suggested that we report thait two plans have
been considersd;(l) the plan suggested by Admiral Stone with an
alternate skeleton site, and (2) the extension of the pressn%
Washington plants, keeping each on an integrated besis., The
advanteges and disadvantages of both should be described and s
recommendation should he made. He sald he thought some meation
should be made of the fact thet the plan probably would not be as
economical as the SWCDEF had hoped, He sald he would like to sze
relative coats included in the paper, including the fact thath
Arlipgton Hall will probably have to be replaced.

' GENERAL CLARKE seid he thought that the whole operation should
eventually get out of Washington,

ADMIRAL STONE said that he didn't think many of the expert
technical people would move to a new remote location in peacetime.

GENERAL CLARKE said he felt certain that ell the key persoanel
would willingly make the move., He said he wished to go on rscocd
as advocating an eventual move out of wWashington,

The memhers moved on to a discussion of the chart "Tentative
Organization AFSA Headquarters" incluvded with the resport. It was
Tinally declded that an unbroken line should be added between JCS
and AFCIAC, and between AFCIAC and DIRECTOR, AFSA; thls unbroken
line would indicate & control channel. In addition, the unbroken
line between these boxes should be retained to injicate the sxist-
ence of advisory channels. It was agreed that a dotted line should
be shown between DIRTECTOR, AFSA and the residual service ageacioes,
this line to indicate coordination, technical supervision and
support.

ADMIRAL STONE sald that he would include these changes in a
revised chart, :

ADMIRAL STONE then steted that it was his understanding fronm
the foregoing discussion that he was to prepare a paper for the
J.C.S., ¥via AFCIAC, indicating the two possible ways to set up the
AFSA Orgenlzation; one plan embraced two integrated plants ian the
Washlington area, while the other plan contemplated consolidation
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of all COMINT in one plant and all communicatlion security sctivities
in another; polnting out that while the latter plan is recommended,
there are security risks involved - from fire, sabotage, and bombing.
Thet provision should be made to store coples of vital documents

and machines in an alternate main processing plant, possibly at
Brooks Alr Force Base, San Antonio, Texas, or some other locuticn

to be approved by the Joint Chiefs of Staff.

GENFRAL CARBRELL stated that the alternate plent should be an
inseparable part of the plan; i.e., Arlington Hall would handle
COMINT, Navy Communication Station would take care of Communication
Security activities, and a third remote plant would be set up on
a caretaker basis.

ADMIRAL INGLIS said that an estimate of the cost should be
included, even though it had to be a general statement to the effect
that the second plan will cost leas, the same, or more than the
first plan.

ADMIRAL STONE asked whether Brooks Alr Force Base could bhe
considered a suitable site for an alternate plant.

COLONEL LYNN pointed out that the buildiﬁgs were not fire-
proof. He suggested Denver as a posslble location.

GENERAL CABELL said that that location was no longer avallable,

ADMIRAL INGLIS suggested that the Navy Station at Farragut,
Ideho might prove to he a sultable location.

{
ADMIRAL STONE pointed out that about 25 million dollars would
be required to bulld a new plant, and suggesied the wisdom oY
trying to move into a military plant already ian existencs.

GENERAL CABELL pointed out that such a plant should be in ths
vicinity of a city of 300,000 population.

ADMIRAL STONE stated that he would prepars a paper along the
lines suggested at the meeting and would circulate it to all members
of the Council for comment or concurrence.

DECISION:

It was agreed that Admiral Stone would prepare & paper for
forwarding to the Joint Chiefs of Staff, via AFCIAC, indicating the
two possible plans for setting up the AFSA Organization. The first
plan envisions that the two "Jashington area plunts would be operated
on an integrated basis; the second plan contemplates the consolida-
tion of all COMINT ectivities in one plant and all Communication
Security activities in the other, and the establishment of a third
alternate plant on a caretaker basis. Recommend the second plan,
butt point out the security risks involved by having the two main
processing plants located in the Washington area.
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The meeting adjourned at approximately 1100,

)
é/J. KARL
H, D. JONES
) Secretariat, AFCIAC
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PROGRESS REPORT ON

ORGANIZATION OF
ARMED FORCES SECURITY AGENCY (AFSA)

PRESENTED RY
REAR ADMIRAL EARL K, STONE, U.S. NAVY
DIRECTOR, Al AG FSA)
AT THE THIRD MEETING OF THE
ARMED FORCES cormmmﬁmr‘m;?“ony COUNCIL (AFCIAC)

AT 0930 THURSDAY, 25 AUGUST 1949
IN ROOM 2E464, NATIONAL DEFENSE BUILDING
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1 have asked for this meeting of AFCIAC today in crdex to
inform you of the prograss made thus far in the organizatiocn of
AFSA, and, before proceeding further, to obtain your comments on

future plans,

You have been gliven copies of an organizational chart which
" deplcts the proposed tentative organization of AWSA, and a list
of the general functions of the prineipai staff divisions. -Fune-
tions are not shown for the offices of operations, security, re-
search and development or administration, since in general these
responsibilities are well understood.

As indicated on the chart, I want to emphasize that the
organization 1s tentative., Experience may dictate meny changes
and I expect to modify the organization mccordingly. Major
changes will; of course, be brought to your attention before
being effected.

Initially, study groups, representing each major element of
AFSA, were appointed to study the problems affecting the con-
‘solidation, and to make mppropriate recommendations to the :
Director for the implementution of the provisions of the basie
AFSA directives.

I have listed here some of the factors which the study
groups were directed to consider in making their recommendations,

These ware:

{A) Inoreamsed efficiency, which would result from the
consolidation of similer activities at ons loeation.

(B) Space available at the Navy Communications
Station and at Arlington Hall Station,

{C) The suitability of this space aB to floor loading,
air conditioning, power distribution, ete.

(D) The cost of moving equipment into the various
locations which were under consideration.

(E) The time required to move this equipment translated
into probable cost of productive effort.

These stndies were quite exhaustive, and as a result of their
analysis certain conclusions have been reached. I will not go
into detail at this time, but I want to point out some of the chief
Tactors which led to these conclusions,

In the studies and plamning which harte been conducted since
my appointment, I have been ably assisted by my three Deputies,
Colonel Lynn of the Air Force, Colonel Collins of the Army, and
Captain Wenger of the Navy. Captain Wenger is at present
hospitalized for what I hope will be a brief pericd, and Captain

Mason of the Navy is acting in his stead.
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o initiate AFSA planning, comprehensive reports ware
requested and received from the three Services contalning
detalls of their oryptologic activities. The three Deputies
constitute a staexring group to coordinate the detalled
planning date and the studies which have bean made ol the
various cryptologic activities, In addition, they have been
assigned speaifioc funcetional supervisory duties, and each
Deputy acts as the lialson officer with his own Service.
Colonel Lynn has over-all supervision of personnel and admini-
stration, and the function of staff coordinationy Colonel
Gollins has over-all supervision of security, and of research
and development, and of communiocations; and %he Navy Deputy
has operations, and the funetions of the Deputy Coordinator -
of Joint Operations under USCIB,

Y

In drawing up AFSA organizational plans, the following

objectives were considered paramount:

{A) Maximum economy and efficlency to be attained.,

(B) Re-organization to be effected with minimum
loss of continulty of operations,

(C) All elements of each major division to be
consolidated operationally, and te be consolidated physically
insofar as practicable, initially at one or the other of the
two major establishments in the Washington Ares, -

{L) Duplicate adrinistrative activities as between
AFSA and the Gervices to be avoided, where such can be provided
advantageously by one or the other.

(E) Dividing any necessary activity between AFSA and
one or more of 8 uervices not t0 result in any overall increass
in personnel.

(F) Consolidation of activities now performed by two
or three of the mervices to result either (1) in a saving of
personnel, or (2) in en increase in essential production em-
Ploying the same total personnel.

{G) Moving any component is justifisble only when
costs can be balanced by compensatory increases in efficiency
of operations.

A study of the various recommendations and alternatives
proposed - by the best qualified planning personnsl of the 3
Services; leads to the followling preliminary general conclusions:

o 2 o
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(A} InsouTer ag practicabio all COMINT activitiesn
should he consolidated at Arlington Hall 3tation, Virginia

{B) All woourity activities shoule be conscridaten
insofar as pracilrabie at the Navy Commonicntion Station,
Washington.

i("} Resasiruvh snd developmant ackivities should be
located at toth avatiuns,

D) The neadquarters of AFSA should be iocated av
the Naval Communinrsuivn Station, Washingtion.

{R) The maority of the adrinistrative components
should be at wthe same location as the headquarters, namely
Navy Communication Stution, Washington.

The rollowing facts have been considered before making the
above gonclusions:

{A) Except for one temporary builiding, the Navy
Communication Station 18 of permanent conatructfon and 1s much
more nearly fireprooi than Arlington Hall Station, “which is

essantially of temporary construction,

(B) Floor space at the Navy Communication Station
usable for offices and oparations totalas approximately 245,000
gquure feet.

{C) Arlington Hall Station has approximately 430,000
square feet of usable space which is ample to accommodate all
COMINT, pius such indlvidual service activities as may remain
on the Station, necessary ressarch and development component,
administration component, and still provide space for a COMINT
avaluation center, which may have tv be located at “he station
where the mester COMINT filea are produced and malintalaed,

{D) Consolidation of GCOMINT would require more flcor
space than could be made available immediately at the Naval
Communication Statlon.

(E) Considersbly greater expense would be entailed in
moving the shop equipment and printing plant required for
segurity activities from the Naval Communicefion Station to
Arlington Hall, #han in moving similar equipment from Arlington
Hall Station to the Navy Communi¢ation Station. This greater
expense is due not only to moving the machinery but in prepa-
ration of speclal foundations and power supply and distribution
at Arlingten Ball.
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It .is recognized that the general plan which I have
presented has certain serious deficlencies, one being lack of
dispersion, This should be overcome in the future by providing
an alternate main cryptologic center, possibly at the Air Force
Security Headquarters, Brooks Field, Texas, t0 be manned in case
of destruction of either or both of the stations in the -
Washington area, or in anticipation of a national emergency. At
the alternate center provision could be made for accumulating
important files, and duplicates of vital documents, and spares
of vitel special cryptanalytic machinery and oryptographic devices.

This chart indicates the headquarters organization for AFSA.
It is accompanied by a brief listing of functions of the staff
divisions. The general functions of the four offices will be

apparent,

My personal attention and that of the Deputies is currently
bveing given to the placing of all key personnel in the Washington
area. Our endeavor will be to assign the best qualified personnel
available %o key positions, but to minimize personal hardships so
far as practicable, In this connection,‘-soms of you have recelved
a copy of my memorandum of 3 August 19b§ subject "Civilian
employees at the Army Securlty Agency an& Navy Communication
Station", in which I stated that every effort would be made to
conserve all of our personnel by transferring them when necessary
and possible from one AFSA activity to another AFSA activity,
preferably in the same general area and, so far as feasible,
without lowering civil service classification. I did not consider
it necessary to make a similar statement concerning the military
personnel. However, the same principle will govern their assign-
ment or re-assignment. -

Initally it appears that most of the top assignments will have
to be divided between the Army and the Navy because those are-the
Services whioch have most of the qualified personnel. However,
it is my desire to have the work load shared equally by the three
Services as soon as that becomss possible, In order to keep the
organization an active one which will be responsive to changing -
world conditions -- and be able to meet operational requirements,

I intend to have certain of the key assignments made rotational
on a 2 = 3 year term of office basis == as my own dotail has been

set up.

At the next meeting, which I wish to have on Thursday,
8 September, at 0930, I expect to be able to present specific
detalled recommendations as to the initial conmposition, organization,
and physical location of the major slements of AFSA, as required by
the proposed directive to the Director which this Council has sub-.
mitted to the Joint Chlefs of Staff for approval. In the meantime
I expeot to announce & tentative slete of all key personnel for
AFSA who will be employed in the Washington area.

S

PRNC-NCSW-345




CTD: 3978122 . _S'E‘GRE—T—‘

PRNC~NCSW-3u5

This afternoon I expect to present this same report to all
key cryptologic personnel of the three Services who are in this
area, and to give them an opportunity to discuss the proposed
organlzation and ask questions thereon.

In olosing my remarks I wish to express my appreclation for
the whole-hearted support and cooperation which I have received
from all concerned in the three Serviges, Now I will appreciate
receiving your comments and advige.




